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DEVELOPING ORGANIZATIONAL MEMBERS' COMMUNICATION ABILITIES:

A RATIONALE I'OR SPECIFIC METHODS - .

jf‘”, The developnehttof.conmunication abilities is based on the assumption
Pkf”p-that Varlous factors 1n the comunication process can be 1solated, stud;ed )
1nd1V1dually and collectrvely, and understood in context. At the core of
jthlS assumptlon is. the idea that SklllS related .to connmnlcatlon can be
developed Reservatlons notw1thstandlng, we embrace this assumptlon and
choose to lay out our claims about connunlcatlon as a’ justlflcatlon for
our ch01ce of methods to develop camnunlcatlon related ‘abilities.
With Della, O'Keefe & O'yeefe (1982) we agree ‘that the study of |
conmunication.focuses our attention on'contexts ln which‘participants
‘ organlze perceptlon and. behavior around the nmtual recognitipn that one
or more oersons 1ntend to be understood by others. Connmm1catlon is
Vorganlzed around part1c1pants "deflnltlon of the s1tuat10n" (McHugh l968),
and such definitions are the products of individuals' application of
interpretive,schemes to situated.contexts, As Della and Grossberg (1977)
note, '"connmnication .’. . invdlves an energent process'in which social,
n'that is to say 1ntersub3ect1ve,f eality.is constriicted" (p.36);, "ﬂ’; .
Two of-the constltueht aspects of thlS approach to cornmnlcatlon are
soc1al c0nstrual proCes:es ‘and the development of a dlfferentlated strateglc
’behav1oral repert01re (Della et al., l982) These dharacterlstlcs are
cons1dered to- underglrd one S ablllty to produce listener-adapted messages,'
and adaptatlon in this respect seems to be a general requirement for commmi-
catlon effectlveness As communicators develop the capac1ty to more effectlvely

conceptuallze ‘the subjectlve persp!%tlves and psychologlcal characterlstlcs

of their listeners, they should be better able to reach shared understandlngs

—t
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' Skills related'to the achledément of sharcd undcr tandlngs and situated

/
intentions aré both cognitive and hehavioral. Undcrstandlng othcrs psycholo—

gical characteristics rcquires'perspectivo—taking'or role—taklng abilities
7 o ’

(for a review see Burleson 1983)." Such benaviors as Self—nonitoring, listening,
flexibility and 1nteractlon nenagemcnt also are cons1dered to contrlbute to
cffective connmnlcatlon (for a rev1ew see Syphcr 1984) -Wlth this basis for

undcrstandlng connmnloatlon, the rcmalnder of this paper ] devoted to reviewing.

<

four ways of developlng organlzatlonal members, communlcatlon related abllltles.

These four metthods are case studies, 'self-inventories, role—playln , and 8oach1ng.

o~

Case Studies e

1

Case studies can_help develop the_ interpretive schemes of ordanization

v

nembers by 1ncreas1ng the nuber, range and scope of’ class1f1catlon deV1ces

they emoloy in maklng sense out of their orcanlzatlonal world Persons who s

join established organlzatlons enter a world which is already deflned, 1nter—
cn

preted, organlzed and meaningful, thus the SUCCessfulness of one's membershlp

¢

1sldependent upon his or her ablllty to accormodate to this. world. "To aid in

. -
this acconnodatlon, nembers are called upon to apply their 1nterpretive schenes

¢t s1tuated contexts to accompllsh behavioral intentions. The more dlverse or
dlfferentlated thelr 1nterpret1ve schemes, the greater the llkellhOOd that

behavioral strategles w1ll result in accompllshed 1ntentlons

| Based on these assumptlmns, the development of COHmunlC§tld&'SklllS rests

Ly

in part on enhanc1ng or enrlchlng cognltlve systems. ' One pos51ble avenue is to '
Ve S

help organlzatlon 'S develop new schemas for understandlng and behaVLng

)

organizationally. 'Case studies.prove to be a useful tool dn developrng maltivle

ways to view a situatior. - ' , PR
N . ) . . . . . ~

——— -
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= The natlon s top buslness schools have long advocated the use of case

A N 0"

gtudies in preparlng their graduates for Lhe "real" world ‘What these case Lo
studie providt is an opportunlt? to expldre the ways in whlch poople feel,
I' »

thnk, and hehave in organlzatlopal 51tuat%pns In eLfect, case studles

afford part1c1pants an opp@rtunlty to 1ncrease their understand;ng of others

-~ - & . . . K . N .
subjectlve perspectlvesz S ‘ v ‘ . . »-,- . 1

‘

. Slmply writing analyses of . cases does not acheive: these ends. Only /

i
»

through 1nteractlon are part1c1pants faged w1th alternatlve lnterpretatlons

of s1tuated behav1or. Thus the tralner s rolé. is- dneloﬁfprESentlng hypothetlcal
iy ] b L 4
or docunented 51tuatlons to part1c1oants and encouraglng a dlscu551on of’ thelr
E 4
.s1tuatlonal perspectlves. The presentatlon of alternatlve lnteroretatlons has

& f
i ¢ . »

S

Nel
<

the potentlal to \increase awareness ‘and understandlng of othersﬂvlntentlons,

S A

"
motives and connmnlcatlve,ch01ces, all requlrements for successf%l acconnodatlon
" ,"‘ ‘ N - - " . 1

‘to an organlzatlon.. . ot S

1 o <y . L]
-

The most frultful d1scuss1ons develop around cases supplled Ey,the

) [ ‘ W

parb1c1pants. -When organlzatlonal nenbers generate thelr own s1tuatlons

¢ i Eoa

: A
.g, ‘ to;discuss and anaIvze, the development of\organlzatlon spec1f1c rnterpretlve
- .
schemes is nDre llkely Here is where on-s1t tralnlng programs des1gped for.

. >
a specific group have the advantage over off—S1te programs des1gned for general

@
'

. audiences. Nhen cases are generated by part1c1pants, the s‘tuatlons R 52

= Z,
Wthh ‘persons- are asked to analyze already haqeda level of meaning ass&gned

o to thgm ThlS meanlng is only relevant to thoseomho are e
. - N . \’ - . T,

i soc1al group

One of the most frequent cr1t1c1sms of the case nethod is that case‘study

'\l ‘v
51tuatlons are unrelated to actual work s1tuatlons (Argyrls,>1980) Hav1ng the §

part1c1pants present thelr own s1tuatlons 1s the best way- to 1ncrease the
k]

potential of transferlng learnrng to actual 51tuatlons.
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" 1One suchsgrogram was developed for a.county government admini&trative'

staff lncludlng a ncwly elLCtLd judge, his appoxntccs and other longcr term } o
‘l‘la a
omplbyous. A morning session of a two-day workahop was designed to lnorease
. / . ) . .
participants' awareness and understanding of communication problems in their

Xp.1
. Ly Y

‘ﬁtkdivided into three groups and

ordani7ation. The group of 21 participants
is 1qnod the task of identifying and priorltlzlnq connmnxcatlon related problems.
Lach subgroup shared their list with the entire group, and the key problems
(thosc listed most often) were listed on the boaxd. Each group was then asked
to provide examples that illustrated the.key problems . For eaoh:situation, the

-

entire group was asked to take the. perspectlve of the key actors and chelop

an‘understandlng of their feelings and motives in the situation.
In essence, a decision-making model was used to develop cascs and organizesy‘
Lpartlcioants'discussion of the cases they provided. . Gibson, IvahCevich and : g{
. Donnelly (l979) discuss the key elements in the dec151on making process: «}: Y
(l)-settlng goals, (2). 1dent1fy1ng problems, (3) developing alternatlves; -]

\ ‘ .
%4) evaluatlng alternatlves, (5) choosxng alternatlves, (6) 1mplement1ng’the. .

Loam

\.f; dec’31on, and (7) nonltorlng and evaluatlng the dec151on once 1mplemented 4
Because this‘type of training is limited to a workshop tlme frameQ uSuallyh
aone to three days, the final parts of 'the dec151on making process “(i: e steos Ry
sxx and seven) are presented arid, participants are encouraged to conplete these -
steps on thelr own. Often tlres follow—up sessions are organlzed to develop
o0 strategies for lmézementlng deélSlons and evaluatlng their effectlveness One
" of the blggest oroblems w1th this method is that the latter stages nost often

are not nonltored

¢ —

\” .

35 Few 1s any emplrlcal studies have 1nvest1gated the successfulness of using
‘case studies organlzed arougd a decision making model; however, feedback from
the partic1pants spggests this method can help dewvelop cammunication related

i - e T ' s 3. . v

1
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(1) part1c1pants mcrcasc their undcr@n mq of comnumc:xtlon

related problem‘s .

- ‘ ?\(1 S ; ’ "-.
(2) part1c1pantr' increase thclr undcrstand‘\;x of One ano% R /

work-related perspective

tut:urc bchavmr ‘. P

v
coura

(5) partlc,lpantstare ,
This training nethod in no. \Qay S

result in changc.: in conmurucathn

*

" that 1ntexpretat1ve schemes ar

)

mterpretatlon on perspettlve—taklng have the potent;ual/ﬁa affect guture
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*

behav1or is ccrtamly not ‘pred))ctabl

point oujir compet.;}ig perspectlves.

/ i

y

expected bahav1or.v Suc;h a consens

reallty the members _sharé and the organlza ‘/lonal phllcso

W
studles can be utlllze%to develop

:7 f .
dity 1 tane_(others ;’é

N

/
dmgs of the 51tuat1$nfmd a ccSnSensus for

us, no doubt, is constr
,ﬁ:

" embraced. _Cas_e

mor? person orlented X ¢
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Ve

r‘spectlves in no way precludes the use of su
i

ﬁ-—.—,

e. It Wlll not dQ,for a trainer to merelyJ

ication *beha’Vior ,

c A

He or she mustggo further in hclpJ.ng the T

ed by the orgam.zatlorx

knowledqe for oersonal ga,m, i. e. }z@;upulatlon, pers aslon, ,coercmn, etc. Nor




: Defensweness ChPCkllSt
-

' v ‘

docs uhe fact that participants Lgﬁéoss such abilities suggest that partici-
. . | .
pants will always use them. Thus a followkup to inereased underatandings

should include behavioral training.  Methoda related to behaMoral dovelopment
N .

, /o ‘ :
1n\NHpm the contoent. for the LU]U*pldYIWanKl(YxKlan noctions of thig paper.

put. bafore moving to Qh&sc discussions, A uocondxu~Uxxlfor dvvu}opnu;<xxnmwu~
cation related abilities is offeroed. ) s
. - . S
'HElehhﬁJy‘J?W‘QVO‘T‘V‘
coL o ‘ _ . . | | | ;
t The van}cty of inventpries available to use in deve loping conmunication
related abilities is vas t. Tho choice of rhc noqt uscful ‘ones, -of course,

ig dupendan on one's’ v1cw of conmunlcatxon.v In kccplngx\\hh our social
!

. cognitive view of commnication, ‘we have chosen inventories designed to increase

onc's u&dorstahding of self and other role expectations and behaviors.

N

Gibb's (1961) defensiveness check llSt is among the 1nvcntorlcs that can )
\

be used to, help individuals develop conmunication abilities. And unlike many
training inventories, this onc is desi ed¢ for both managers and nonmandgers.
We have found thlS measure works best when external or in-housc trainers use

)
lt to -train managers who .in turn traln their éwn coworkers.
+ » '

For this exercise, respondents are asked to descrlbe*work situations in
: &

]
v

which tﬁey become defensive and to check from a pfovidéd list the characteristics
that best describe héw they think and feel in éuch\situation;. A second part

of this exercise requires respdﬁdents to fili but'an "Ingident Card" regardiné

tne l§st situation in which they experienced defen51veness. Questions on this

card ask part1c1pants to 1dent1fy 51tuatlons which arouse defen51venes§ to
escribe .communicative strategles and related feellngs resultlng from gefen51veness

“arid to develop alternative strategies for ant1c1pated future 1nteractlons.

. L . v \’ ”

°
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Partjcipants are cncouradged to keep "Incident Gards" for avtwo to four woeek

LY

period o they will beoable to pedict defensivencss procducing situations
s . .

s/

and plan theiy conmmmicative’ strategics in advance. ¢

AN
' . e ' . ) .,
Agerin The organi zat i?nml phildsophy cnbraced willl deteprmine whether o

Lot ter understanding of commnication Jis usoed to make situations more or
(g

Less dofonsive.  Clearly our position is that defensiveness is to be understood

o that it can e reduced. The potential for shared understandings i decreased .

AY

whun olther ‘interactant cx.)xmxunicatc: defensively. "

» 4 £

Mdtdun(; MnhvaLor,, to People . , (-

-

A e ccond mV(‘nLory which can be used ‘Lo develop por spoct iva-taking and

general other or1<_ntcd conmunlccflon abilities is a motivation exqreise:

"Matching Motivators to People.” 'vm inventory is designed vspecially for
) ]t
managers, . but with mcrcascd participation jand shared leadership, pecrs might

al 50 Find thlS tool useful. Thla inventory provides ‘a grid of motivation >

stratcgles for pcrson types. The task is designed to encourage managgrs to-

take LhL perspective of urployu\s, develop 1mprcssmns of their work hablts

and personal charactcrlstlcs, and choose, from a qot- of altermatives, aporoprlatc

strategies for motivating each individual. This task forces managers to become
’ a ) - ' )
more other orientod when tryina to motivate individuals.

¢

-

' Agam pcrsons from the same work ?/{buo benefit thc nost” from this exercise,

v
&£ [N ]

ok
becauSe multiple perspectlves of each worker can be gcnerated and alter‘natlve

.

wayiof motivating czh be disé:usscd.‘ Since different strategics nccessarlly

result in dlfferent comnunlcatlve choices, such an exchange among coworkers

-

has the potential to increase one's repertoire of strateglc behavior deslqned

for motivating md1v1dual employees.

There are_ a variety of other mtlvatecﬂ related mventorles that can and
(

have been used effectively to heighten managers' and coworkers aw,aren‘ess of
e * -

El{lC' | . . S | L.
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the puychological characteristics of their work partnertag Aoy those are

J

e mot ivat ton exer cites dedioned Lo increance one i tnderatinddng of el e ,
. ”»
it Inosuch exercisen, participants are agked to e lect trdm o List ot
\ .

Atatetventes thore which Cend to generate detengivenesss and/or epode: sebE-estoon,
Thoes ik inelude statements :m‘f;h A, "hon'toyou think tv.h('x:u"-_; a better way
ro‘do it than the way you handled it?" or "I really Lhoﬁqht you knew more
than you do about t‘hi:;." Of oo, Loth ol these :;!.\t'len-nt;:;ﬁu:- (*:)n::i(’lc-nxl -
AITOT u'\o:w that t(..‘mi to erode self-esteem. U:;im; the providod list, purt:\i-ci—
pants from the same work group can come ko some agrecient about the most and

loast offective means of commnicating to enhance solf-cesteem.  'The real value

in uxercises like these is the focus on communication and its role in motivating

Il
.

cuployees ‘artd managing interpersonal relationships.

Leadership Measures

D " . . .
Because management has long been considered the key to organizational
. . ) . . .
of foctiveness, more work has gone into the development of leadership inventorics

than almost any other single type. ‘Three of these inventories have boeen used on

nuncrous occasions to aid managers in developing their communication related

abilities. The strengths and weaknesses of the measures are included in the
B m .

a )
following discussion. =

Managerial. Grid. Blake and Mouton (.1964, 1978) arc considered ‘anong the
pioncE_rs in dovc?lopir_\g management training programs. Even though their phiidsqphy
has received subéts‘ﬁtial criticisms ‘bocause ;3f its‘focus on a “oné beét- way"
approach, the invent.ofy they developed is not without merit. The Managerial Grid
is one tool which can be used to heighten manager's understanding of how they

i1 'emiployeés. The 9 x 9 scoring grid identifies individuals as one
of five pos ]%518 management types'. Some persons have argled that in spitg of its

iﬁt}ént, 'the?bflanagerial Grid measures how péople would like to be managed rather the
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Pedaneent ol lestnal fuee waysi of behavineg and commanteat tneg, atpl they are Lo oedd . v
! " '\\ 'if

s

t ’r .
td thank and tath about the connedpienoees; «)Y,_‘Sl!(‘h Pehaxgor, b conterel that

o i oo indersbandidng ob s dne h-l\.\;ur: an o plangt $o bebave, dra [he-

- N ,
. } \ ! . ’ ) .
e Drriilznnto toonereasiing one' s o boehavioral repertolre, dMontorineg one'
! behavior s an mportant commnication related ability that helps persons
b coappropn Late and el bective strateqe choreess,and inventor iees sachoae
. . A . .
fhis ope cncoutvge part ieipants 1o focus on thetr ogn r.t(lv-x/h.m therr ,
cuaworkers! behavaorn, ' .
. - ‘ ' .
\ Leeaderahip Quest lonnal re. o rs and Seachore (1966) dewdopaxd o tour-

Factor, theory ot Leadership and desianed a questionnaire based on these

Aot jons, Thear Teoadership Questionnaire weas denroned to meaiares tour

)

Jimensions of leadership th;yLef-:;: intoraction facilitation, support, goal
cnphasis, and work facilitation.  Pespondents receive scores on cach of
. these dimensions. |
e intoract ion tacilitation dimension in especially usetul in hoelping
rospondents identify commuinication strategies which facilitate interaction.
Huw; wer, Bowers and Seashore do not provide dircctions for implementing these

. . {
leadorship strategios.  Similar to Blake and Mouton (1964) they assume™a

i ' . . - . N
leadership style characterized by their four dimensions will be offoctive 1n
; .
all situations. Again wo reject their philosophy, but find their inventorv
uselu. in providing a boginning point for understanding the relationship

- betworn communication and effective leadership.
/ -
I°C. The LPC measire was developed by Fiedler (1974) as a means of matching

: leaders to appropriate leadership situations. Unlike his predecessors, Fiedler

~

suguested that different situations demand different leadership and commnicative

strategies. To measure leadership style (in this case cither person or task

< 1y

Q ‘ s
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Gprenites ), taar LIC T anha are el to o evaluate tusie least Prelerresd Comorkoer
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Gdvy on e ha o polar adject puess The pant belpant s whs pate theein LI

v

3 3 N3

Cora e by e ibgleer sionren, awd theoties whis rates lesir 13U more nedgat ively,

TR R N VS BERETI UYL N Pl hiiohesr sonnes {6d) pipdicate jett sy o Perpyitexd l(‘:\c_tcelri;
.

. - . Pl
Ve omeer cwnren (6d) rndieate taskeoriented Jevadeors,  Fledder s areaaption

psothat people who can see positive charactet istics in amorkers with whom

v

Phes Teant paeter toawrh e e people o tented,

Cnpe problem with e the LI to meamare Teadership sty le s pant fertpantnt

’

pe et pon of Fredlerts anslagpt ion. o one peernons e that they may not have

et thenr leant preferved (.‘(Zw_)r}'.«.-r', aned <:r’m:‘.-:'~;m~m..l'/ thy measure s not stable.
others b n{t arqued that their leadership behavior should not bxs measured by
Pt ettt tons o one poerson, Breearchers have even ardued that the LW
ety beromore o qvasure of ocgnitive t?)npl.u:—cxty than leadership style.

Poegardloens of these r,:r:x,f“ic:i.':n‘:'.,‘ the I1C 15 a useful tool for cnoouraging

~

part icipants to think about. thueir own and other's behavior.  Iecause situational

Lavorablencss 1o based in part on Teader-menber yelativng, participants are asked

Lo focus therr attention on ways to improve this rolationship. Cammnication is
cong fdered the './ehiclt_; through which such r'.?lati.onsmps are dr;yr:iop:d. Just as

conmunication is context bound, so 1S leadership ef'f’(rctiw}nof;;;. Thus, increasing
participants' awarceness of contextual factors affecting commnication and 1(:ad§r—

shir has the potential to increase ef fectiveness in both arecas.
' ¢

“Phis selection of self inventories is by no means oxhaustive nor necessarlly

vhe best such tools available. These are prosented to underscore thelr potential
. . . . . ¢ . - - / . .
atility in developing commmnication rolated abilities such as perspective-taking

and self-fenltoring.
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For a connmnlcatlon tralﬁer, these beneflts overrlde the intended use‘of
;v°‘§7 \ ) . .

r the questlonnalres? 1 e. _meastres of leadershlp style, notlvatlon,u y:: These

v measures are used successfully only -when experlenced tralners'organlze dlSCUSSlonS
S & o ; Sk ‘7
A arpundghow persons connmnlcate, the consequené%s of connunlcatlon, and spec1f1c -
"}:\- é. ""A - A 4 - %.& - -
ﬂu . ‘ﬁstrategles for av01d&ng or rmprdv1ng potentlal communlcatlon problems. Also

;yég;f we do not 1ntend to suggest that Self reports are necessarlly a réglectlon of

» t 'actual behav1or SlnCe 1nventor1es are best>su1ted to off-site tralnlng programs,
f trainers do‘not enjoy the luxury of observ1ng actual behav1or. When thlS 1deal
situation 1s not poss1ble part1c1pants reports of thelr behav1or are theionly
 heans of 1dent1fy1ng how respondents behave, and this we feel, is a startlng
:p01nt for 1ncreas1ng understandlng and potentlally ‘changing behavior:

~

o
. Since we belleve as many other ‘situation theorlsts, that leadershlp and

Accmnmnlcatlon effectlveness are dependent upon one' s ablllty to adapt to the

'demands of the s1tuatlon, the leadershlp measures developed from this perspectlve

would be considered most useful However, even the behav1oral neasures have
.thelr utlllty in 1ncreas1ng understandlng of ccnnmnlcatlon. The success of
any of these measures rests in the tralnee S w1lllngness to reflect on his or -

_her behavior- and, with the aid of the trainer, develop alternatlve perspectlves

. 3

and connmnlcataon strategles;

Role Playing : ' ’

. Role playlng glves part1c1oants an opportunlty to practl ce des1red skills

‘ln a context close tQ the 51tuatlon in whlch they will actually employ the new
learnlng (Goldsteln & Sorcher, l974 Kraut l976 Burnaska, 1976; Moses & thchle,
1976; Byham Adams & Klgglns, 1976; Smith, 1976: Ivancev1ch & ‘Smith, l981

Kurecka, Austln, Johnson & Mendoza,” l982) "The strengthjff role playlng as a

technlque ligs in its hybrld nature--not qulte real, and yet very close to i

"




" taking and perception skills, including self-perce”“

&
’s

Because the Sipﬂagigp simulates the real thing, it assists participants
}- .

in getting a "feel for the use of the new skill Because the training

is not quite real,tit allows for experimentation,lcoaching, retrials, and

feedback of a sort ﬁhat is rarely experienCed in daily liVing._‘

Role playing,‘properly accomplished, allows a direct fiocus on Derspective—

v
'

'on.' Depending on the g
particular training strategy, partiCipants may be requested either to play the

<

role of themselves or to pretend to be another person, either a compos109 f'

l

‘character or someone known, whose s1tuation is familia¥ to the partiCipant/actor.

Self perception and listening skills especially are strengthened when

u'participants play the role of themselveés or someone with a role very s1milar

to theirs in real life. This happens becau5e the training s1tuation allows
&

 one to act in one's own familiar role, while at the same time bringing the

experience to more conSCious attention, with the result of increased learning.
If the partiCipant takes the role of a person other'drn}her/himself,

the omnnunication skill nost likely to be enhanced is perspective—taking‘

The more automatic’perspective-taking process which cccurs during ccnnmnication

is more conscious when persons preterd to be scomeone else.

( While saome trainers enjoy us1ng role plays, others are reluctant This

| may be a result of partiCipants initial resistance and fear of the technique

Successful trainers have found that partiCipants who =ry the technique often
report surprise at how well they understood the person whose role they played/
They also reported that they could behave and act as that ._person woulé in the
specified situation. .

We have recently used the rolerplaying technique in two different settings.
In the first, newly hired legal services lawyers, who have legal "book learning
but no courtroom experience, spend a week developing and practiCinq trial skills.

Role plays are ‘used throughout the training On the first day, participants

14
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meet their fclients,“ sometimes_played by. local actors,‘sometiHES by people
. ) ) - ‘G .' rs v

. who actually represent the community from which legalvservices %gients

come—-the poor. ' _ N /{
" During the first day, the partiCipant interviews the fclient" to learn

carefully pre—

‘what-her/his legal problem is. The problem, of course,,11
determined, and will serve asﬁgggébasis of the lawyer's;work for the rest ‘,
of the week Because of the” disparity between the background -and experiences
of the lawyer and client in this role play, cons1defable traineA attention lS.
devoted to teaching the skills of empathic listening, and to denonstrating
the ways in which these skills Impact on- the lawyer S ability to get the
accurate and coﬁ;lete information needed tolﬁegin work on the client s case..
r

The persons playing the role of clients also partiCipate directly in the

training ‘by sharing with their lawyer how they reacted to speCific events in
/

I

.rthe interview pr0cess.r .
On succeeding days, the,lawyer&participants_conduct'negotiation sessions
with the opposing side, construct/a‘case strategy, prepare their “client" for
.the trial, and ultimately COnduct a complete nock trial in the presence of a
"judge"'and sometimes a “jury." Role playing is easential for the success of
the Sinmlation. As the week progresses, most oarticipants experience 1ncreas1nd
ease in the role playlng, and the episodes assumne an aura closer and closer to
reality. In preparation for the trial on the last day,_lawyers stay up late,
experience performance anXiety, and at the trial itself manifest all _the symptoms
of nervousness ?naracteristic of perfornung the same actiVity in real life. The
role play s1tuation provides them with. an umportant opportunity where many aspects
'of reality are present including performing complex skills under pressure, but

where failure is permisSible, and even expected, Wlth no real client suffering

from beginner mistakes.
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The second role play setting has some similarity to the first, gince

‘ it involves on—the—job training to foster specific perfornance skilfs. In
this 51tuatlon, the training group was comprlsed of the superv1sors of soc1al
workers who prov1de services to families of abused chlldren The weeklong |
tralnlng focuses on the development of teachln; or mentorlng skills i.e..
creatlng and re1nforc1ng an images of the superv1sor as teacher. Spec1f1cally,
one day of the tralnlng focuses on feedback skills. Superv1sors use nole.
plays (1) to practlce working w1th a social worker to 1dent1fy SklllS whlch
the worker needs to improve; (2) to reach agreement about the supervisor's
role in observing and coaching the worker in spec1f1c, llruted SklllS areas,
"'and (3) to conduct a performance crlthue of a soc1al worker's 1nteractlon ‘

with a client, following the agreements reached in steps one and two. | \

4hat ‘giving effectiye

LSS, |

 feedback involves more than seat—of—the—pants assessments,hy,d that most people
' need cons1derable practlce in dlstlngulshlng and dellverlng ‘helpful pos1t1ve
and negatlve feedback. The practice is made pos51ble in the superV1sor S
training by the role play technique which the supervisors;use extensively ‘
,throughout the day In this training, the supng1sors are required to role
play their own and thelr social workers roles. ‘The role play appears to work
well in this situation.partly because‘the supervisors know the work of their ;
supervisees quite well, and they find that they can play their roles with ease.
Role playing has acquired a rather suspiciousﬁreputation in training ;
circles because it is a technlque Wthh can fall, and scme of its failures
are spectacular. The authors’ experlences in using role plays in tralnlng

# ;
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leads to a few brief pofntsiabout using the techniquetsuccessfully; - |
Role plays are nore llkely to be s :uccessful if: : bvm
(1)  The part1C1pants trust the trainers and the traln;ng 51tuatlon.v
(2) The initial role plays are 1ntroducede1th substantlal structure,
sonetlres 1nclud1ng a scrlpt, =lo) that the. trainee experlences as
llttle performance anxiety as poss1ble about the rolg play- process.
(3) The role part1C1pants are asked to play is either thelr Oown Or. one
very close to their experlence and awareness. , _’: ‘
(4)' "Free form" role plays, in which the part1C1pants are asked to
devise.content based on a brlef scenario, should take place,
after same other role play experiences have been mAstered.
(5) ‘Humor is built into the role play situation'and_ upported by
the trainers | | ,

"

Role playlng, in summary, is an 1nportant training nethod whlch requlres
,msome sophlstlcatlon to get optlmum results. It is a direct fornlof practlce
in the communication skills of perspectlve taklng and self—perceptlon, and it
can be used to. enhance llstenlng skills and other communlcatlon abllmtles as
% ‘ well:(’_

Coaching: One-on-one training

' One-on-one tralnlng, or coaching, 1nvolves one trainer providing specific
ass1stance to one tralnee It has been used most frequéently by chlef executlve.
 officers and high level managers, perhaps because few other 1nd1v1duals within
- an organlzatlon are considered 1nportant enough or have the authority necessary

to commit funds to such an apparéntly expensive tralnlng prOJect.

'ﬁﬁﬁéiﬁﬁlfpf:CoaChing may focus on one predefined skilf, such as learning to run
effective meetings, or it may be preceded by aglient's request for general
&

¢ assistance. ’Coaching can be used to improve a client's communication skills,

™
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such as listening, formulating clear and consistent verbal -and written‘messages
ot

to subordinates or coworkers, and improving COnfUSlng or inconSistent nonverbal
Sl _ .

v

cnmnmnication habits.
One of the authors recently used coaching as a methodsof ~assisting a
new human serVice agency dlrector in the acguiSition of managenent skills
The client, a profesSional in the agency prior to his app01ntment as director,»
- felt confused by the change in his role. The client's agency contracted for
ten days of consulting time to assist the director in making the tranSltiOQ

The trainee spent the initial three days of the deSignated time VlSltlng
the director at his prograb s::e and identifying his training eeds. At the y
end of‘the three days, the trainer and direct;r identified self confidence
building andﬁprojection as key aréas‘for training. '%he*renaining days of the
prOJect were spread ovér a nln;:nonth period and were controlled largely, by
the client, who identified speCific events when he felt it would be important
to feel andvdemonstrate'self confidence. Using the informatiOn gathered,at.

. - the outset of the prOJect, the trainer coached the director in preparation fer
these speCific events (i.e. board neetlngs and staff priority—setting processes)
We used suggested readings,_role plays with feedback, and ‘critiques of written
material. In addition, the- trainer assisted the director in developing an
understanding of the skills required for good management, and affirming that
the director, in "fact, possessed those skills in ample supply.

One of the authors also participated in a large—scale version of this
sort of training in which the expert assistance was prOVided by experienced
‘peers rather than outs1de consultants. In the late-l970 s and early. l980 S \:«
‘increased funding for the naticpal Legal SerVices Corporation resulted in the
creation pf literally hundreds of new legal serVices programs, each with a

4

new director. Most of these directors, like the client 'in' the example above,

15




Cf‘ f y; i J/ . : o 17 -

v

Ca

were cbnfldent of thelr profess1onal SklllS as lawyers but they found the °
‘world df management bew1lder1ng _ | \
. ; )In an effort to prov1da them with scme afforddﬁle ass1stance the Legal d
&' ' Services Corporatlon establlshed a "buddy" program. Experlenced progxam
| dlrectors who were w1lllng to spend 13 days durlng the course of a year were
X\ : recru1ted to serve ‘as buddies, or nentors, to nany of the new dlrectors Three
of the 13 days were spent 1n training. The training, which used a "live ‘cg
laboratory" case study, ‘taught basic consultatlon skills, 1nclud1ng an intr uctlon?
“. to organlzatlona} assesgment, active llstenlng, feedback and 1nterpersonal
. comnunlcatlo;{skllls. , - | o
o '
RN Folloélng the tralnlng,_the experlenced directors were each palred with
*  one new dlrector, using a precess of matchlng whenever possible on- the basis

of sunllarlty (same state, same program s1ze, and so On) The two directors

‘\“ - - ps
< by

. thenwbegan a process of 1dent1fy1ng the new dlrector S needs and matchlng those
, w1th the experlenced director's skills ‘whenever poss1ble.' The éxact areas of
J work were defined by the two people involved, just as 1n ‘the case prev1ouslv
: discussed "

"_ The initial exoerlnent was so successful that the Legal Serv1ces Corporatlon
| repeated the t”alnlng and matching cycle several times, and eventually extended
P thefbuddy systam ;to directors of special (nOn—dlrect service) pro;ects.

Part1c1pat£ng new dlrectors felt the most important part of the training was
, Qhavmg soneone to talk to about their work | |
‘ r"he success of coachlng depends upon the rlght match between the cllent
and the tralner. Coachlng may have a greater ‘success rate than other forms
of\tralnlng s1mply because bad s1tuatlons are terminated early. 'A cllent who

!

is purchas1ng one-on-one tralnlﬂg is likely to'shop carefully for a person

& -




‘and even friendships between the client and- tralner.‘
trainer works to.: meet the needs of an 1ndiv1dual client The sﬁccessfulnessq
':tham in any of the other types discussed in this’ paper. 'Unfort

Zof]training St

of: tine and those who-are able to pay for the trainer

18
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likely to. work well With her/him, and if the relationship proves to be less ‘L;fua

than useful, it is usually terminated quickly.: On the other hand, coaching

experiences that\are successfhl ?sually result in long—term working relationships

S
& R . L2

In sunmary, coaching is- an intenSive form of training in which one

K
: W :

of this nethod also depends upon a good "fit" between client and tralneﬁaf'

helping and tfusting relationship is more important in thlS traiﬁi§g' ”ffi ;

thmitgd\to clients who are Wllllng to' ]e i

Y {]\f .

¢

l‘“q

Because the skills needed for organizational effectivenessdﬁre'typically : ﬁ;:. 4

.' K )/‘v
conmunncation based, many methods are available for ccmnmnication trainers,

Lo e
Z PI P

includ,ng techniques origlhally deisgned to identiffiother cognitivejand

.

“’behaViorai'skills. "The successful communiication trdinex can use these methods.

o {

'.~_and measures, along with those more directly aimed at imprOVing communication

abllltJeS, to increase organizational partiCipants skills in perspective-taking,
self-nonitoring, listening and designing appropriate nessagesﬁ v
The most glaring difference between the‘hethods presented in this paper
is their,level of specificity. Casegstudies and inventories were discussedi
for the'nost part; in general rather tha? specific terms. We. have found seéL
generated case studies and inventories to be effective in a variety of
organizations including juvenile court staffs, county government administration,

insurance ard manufacturing companies, engineering’firms, human services and

~
TR



other nonprofit'organizations One key to u51ng case studles and 1nvéntor1es
"._. \
2¥ members from the same organlzatlon'

effee%:vely is to use them w1th groups
'so that context.Spec1f1c alternatlves * carrfbe generated and dlscussed . The .
afinal two methods differ from the’ flrst two in that they are dlscussed

in terms of spec1f1c programs ) The role—playlng and coachlng sections include

speC1f1c examples ‘of how theﬁe nethods were used to developlng llstenlng and

3

perceptlon SklllS

o A second dlfference between these nethods is the length of tlme a tralner

. spends w1th the part1c1pat1ng organlzatlonal megbers Case studles and 1nventor1es
n'are espec1ally uSeful when actual work—related connmnlcatlon behavior. cannot be

" observed; ‘such is the case w1th short-term tralnlng progects Role—playlng also
can be used for shorter tralnlng programs, but the example presented in this

paper suggests the beneflts of a 1ong ternxrole play alned at improving communl—

)

]

catlon SklllS The coachlhg method, on the other hand, demands a much longer

1nvestnent”bf time and money, and perhaps is used\less often because Of these

‘:} y
demands#
;{@'-‘
A flnal dlfference between these nethods is the measurement of thelr

‘effectiveness. ~For short-termm. tralnlng programs, the measure of effectlveness
\’/ /
nost often is respondents' feedback at the close of“the sess1ons "~ At best,

tralner S may SOllClt or be prov1ded with participants evaluation of the

tralmlng As recent,rev1ews (Goldsteln, l980, Wexley, 1984) reveal, too few
1nvest1gatlons have sought to measure tre effectiveness of spec1f1c training methods
For programs t%llored to spec1frc organlzatlons, the task of measurlng effectlveness
~ is even nore,difficult' however Wexley (1984) contends that a great deal of progress
has been made in evaluatlonﬁnethodology On the other-hand, the strength of the -

: coachlng method is that results are observable flrst harid. Tralners can adapt

thelr programs to the progress they observe. This advantage is invaluable in

ensurlng sucCessful tralnlng

21
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Because of the large number of training methods available, the -
, . , N ;
communication trainer's choice of techniques is based, for the most

part, on one's framework for understanding effective commnication and

"% feedback from parﬁicipants. More systematic comparisons of the effectivehess
of various methods is essential. Longitudinal studies appear necessary for
making such evaluations. .

)
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